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[bookmark: _Toc2058730548]Executive Summary
[bookmark: _Toc1705250843]This report provides a comprehensive analysis of Marks & Spencer plc (M&S), one of the United Kingdom’s most established retail organisations, and evaluates how digital transformation and innovation are reshaping its strategic direction. Drawing on frameworks such as the Innovation Ambition Matrix and Customer Journey Mapping, the analysis explores how M&S allocates resources across core, adjacent, and transformational innovation, and how customers experience its omnichannel ecosystem.
The findings reveal that while M&S has achieved considerable progress through its Never the Same Again programme and Plan A 2025 sustainability strategy, its innovation portfolio remains heavily weighted toward incremental, core initiatives. Opportunities exist to strengthen transformational innovation particularly in the use of artificial intelligence, data analytics, and sustainability driven customer engagement.
The proposed digital initiative, M&S Personal Planet, integrates AI-driven personalisation with real-time sustainability tracking within the spark's app and website. It aims to improve loyalty, brand equity, and environmental performance by empowering customers to make informed, responsible purchasing decisions. Using the Balanced Scorecard and Dynamic Capabilities frameworks, the report demonstrates how this initiative can create long term strategic value for M&S while addressing organisational implementation challenges.

[bookmark: _Toc214732492]Section 1: Introduction to Marks & Spencer
Marks & Spencer plc stands as a cornerstone of British retailing. Founded in 1884 by Michael Marks and Thomas Spencer, it has evolved from a Leeds market stall into a multinational enterprise    operating across food, clothing, and home goods. As of 2024, M&S maintains over 950 UK stores and a rapidly growing e-commerce platform, mands.com, supported by the joint venture Ocado Retail Ltd for online grocery fulfilment (Marks & Spencer Group plc, 2024).
Historically, the organisation’s reputation for quality and reliability epitomised by the St Michael brand secured its place as one of Britain’s most trusted retailers (Wood, 2021). However, shifting consumer behaviour, intensified competition from discount grocers and fast-fashion retailers, and the rapid rise of digital channels forced M&S to reinvent itself. The company’s “Never the Same Again” strategy, launched in 2020 following the COVID-19 pandemic, represented a decisive move towards a digitally enabled, omnichannel business model (Euromonitor International, 2023).
The strategy rests on three pillars:
Digital transformation embedding data analytics, automation, and AI across operations to improve customer experience and efficiency;
Customer-centric innovation designing propositions that respond to lifestyle changes and personal preferences; and
Sustainability leadership advancing the long-term Plan A 2025 initiative aimed at achieving net-zero emissions, ethical sourcing, and circular-economy practices (Marks & Spencer Group plc, 2024).
[bookmark: _Toc934838184]Strategic Position
M&S occupies a dual market position: premium yet accessible. Its Food division is renowned for product quality, innovation in ready meals, and premium convenience. Meanwhile, its Clothing & Home division long a challenge for the company has been revitalised through tighter stock control, fashion-forward design, and online integration. The collaboration with Ocado Retail has further allowed M&S to extend its premium food offering to the online delivery market, capturing new convenience-oriented consumers (BBC News, 2023).
Financially, the firm’s 2024 Annual Report indicated a return to robust growth, with group sales up 9.4 percent and profits rising sharply (Marks & Spencer Group plc, 2024). These results signal that the turnaround strategy is gaining traction, though significant implementation challenges remain particularly in aligning digital investments with organisational culture and legacy systems (Mintel, 2024).
[bookmark: _Toc968118719]Theoretical Framing
From a theoretical perspective, M&S’s ongoing transformation reflects Teece’s (2018) Dynamic Capabilities Framework, which emphasises the firm’s ability to sense market changes, seize emerging opportunities, and transform internal competencies. The transition from store centric to omnichannel retail demonstrates M&S’s capacity to reconfigure resources and processes in pursuit of sustainable competitive advantage.
Yet the company continues to grapple with what Noble (1999) identifies as the implementation gap the difficulty of converting strategic intent into consistent operational outcomes. In M&S’s case, the presence of entrenched silos, outdated IT infrastructure, and uneven adoption of digital tools have constrained the pace of change. As Hrebiniak (2005) notes, successful strategy execution requires clear leadership commitment, communication, and alignment of structure and incentives areas where traditional retailers often falter.
These frameworks together illuminate how effectively M&S translates innovation strategy into customer-centric outcomes. Building on this analysis, the report proposes a new digital transformation initiative, M&S personal planet, designed to strengthen customer engagement through integrated sustainability and personalisation. The proposal is then evaluated in terms of its potential organisational impact and measurable performance outcomes.

[bookmark: _Toc522204284]Section 2: Key Consumer and Industry Trends Affecting M&S
[bookmark: _Toc1586440667]2.1 Economic and Retail Landscape
The UK retail sector continues to navigate significant macroeconomic volatility. The Office for National Statistics (2024) reported that retail sales volumes in Great Britain declined by 0.3 percent in December 2024 compared with the previous month, though total annual growth reached 3.6 percent. Persistent inflationary pressures and higher interest rates have constrained consumer purchasing power. The Deloitte (2024) Consumer Tracker describes 2024–25 as a fragile recovery period, with cautious optimism offset by declining disposable income.
For M&S, this economic climate presents a dual challenge. On one hand, it must maintain its premium positioning in an environment of heightened price sensitivity; on the other, it must safeguard margins while continuing to invest heavily in technology and sustainability. The company’s 2024 Annual Report acknowledges the trade-off between short-term profitability and long-term strategic reinvention: digital expansion, store rationalisation, and supply chain modernisation are essential but capital intensive (Marks & Spencer Group plc, 2024).
[bookmark: _Toc1969914799]2.2 The Shift to Digital and Omnichannel Behaviour
UK retail has seen a structural transformation in how consumers shop. British Retail Consortium (2025) data indicate that online sales account for roughly 28 percent of total retail spending, up from 19 percent pre-pandemic. Consumers expect fluid movement between physical and digital touchpoints, rapid fulfilment, and data-driven personalisation.
M&S has responded by integrating its store estate with digital operations through click-and-collect, mobile app ordering, and its partnership with Ocado Retail Ltd, allowing nationwide grocery delivery. These developments align with Lemon and Verhoef’s (2016) assertion that customer experience derives from the seamless orchestration of interactions across channels. However, while M&S’s omnichannel infrastructure has improved, the company still trails digital leaders such as Next and John Lewis in real-time personalisation and predictive analytics (McKinsey & Company, 2023).
The next competitive frontier is data integration linking purchase, browsing, and loyalty data to anticipate needs and personalise offers dynamically. M&S’s Sparks loyalty ecosystem already collects valuable information, yet the analytics required to translate this data into actionable insights remain underexploited.
[bookmark: _Toc1816392562]2.3 Sustainability and Ethical Consumption
Sustainability has become a decisive factor in consumer choice. According to Euromonitor International (2023), 68 percent of UK consumers prefer brands demonstrating strong ethical and environmental credentials. Younger demographics, particularly Millennials and Gen Z, prioritise authenticity, transparency, and social impact.
M&S’s long standing Plan A initiative first launched in 2007 and renewed as Plan A 2025 positions the company as a leader in sustainable retailing. The programme includes commitments to net zero operations, zero waste supply chains, and the use of sustainable packaging. Yet, consumer perception research by Mintel (2024) indicates that M&S’s sustainability communication is often fragmented; customers appreciate the initiatives but are not always aware of their scope or impact. Bridging this communication awareness gap through digital storytelling and transparent product level information offers a major opportunity for differentiation.
[bookmark: _Toc295690368]2.4 Value Consciousness and the Cost-of-Living Effect
The UK’s cost-of-living crisis has reshaped consumer priorities. Retail Economics (2024) reports that 76 percent of households have reduced non-essential spending, while 54 percent actively seek cheaper alternatives. Discounters such as Aldi and Lidl have gained significant market share, intensifying competitive pressure on mid-market retailers.
M&S’s response launching the Remarkable Value food range and increasing price promotions illustrates an effort to demonstrate affordability without undermining its quality image. Balancing value, ethics, and quality has become a strategic imperative. The challenge mirrors Porter’s (1980) “stuck in the middle” dilemma: if not carefully managed, attempts to appeal to both price-sensitive and premium segments may dilute brand equity.
[bookmark: _Toc1687457502]2.5 Demographic and Lifestyle Shifts
Demographic changes are reshaping shopping patterns. The UK’s ageing population favours health conscious, convenience-based products areas where M&S’s food division excels. Meanwhile, younger consumers demand digital convenience, fashion sustainability, and social-media engagement. According to YouGov (2024) retail insights, 59 percent of shoppers under 35 use mobile devices as their primary channel for brand interaction, while 42 percent follow retailers on Instagram or TikTok before making purchase decisions.
M&S’s traditional customer base skews older, which presents a long-term risk to brand rejuvenation. Efforts to attract younger audiences through influencer partnerships, digital marketing, and trend-led capsule collections are essential to sustain growth.
[bookmark: _Toc1892910891]2.6 Technological Acceleration and AI Adoption
Artificial intelligence (AI) and machine learning are redefining retail competition. Leading UK retailers use predictive analytics for demand forecasting, pricing optimisation, and tailored marketing. McKinsey (2023) identifies AI driven personalisation as capable of increasing digital conversion rates by up to 15 percent.
M&S has begun leveraging AI in supply chain forecasting and stock replenishment, yet customer facing applications remain nascent. Integrating AI into the Sparks app and e-commerce platform could enable hyper personalised recommendations, dynamic pricing, and sustainability insights creating a unified, intelligent customer ecosystem.
[bookmark: _Toc57185331]2.7 Physical Store Evolution
Despite digital growth, physical stores remain central to M&S’s identity. The Parliamentary Research Briefing (2024) notes that the UK retail industry contributed £111.6 billion to GDP and employed 3 million people. Nevertheless, footfall continues to decline: the BRC (2024) recorded a 2.2 percent drop in high-street visits year-on-year.
M&S’s strategic response involves estate optimisation closing underperforming sites and transforming key locations into omnichannel hubs for click-and-collect, returns, and experiential shopping. This hybrid model reflects Prahalad and Ramaswamy’s (2004) co-creation concept, positioning stores as interactive spaces where customers engage with products, digital tools, and brand values.
[bookmark: _Toc1707840142]2.8 Summary and Strategic Implications
Synthesising these trends reveals a complex but opportunity-rich environment for M&S:
1. Digital Imperative: Continued integration of AI, data analytics, and mobile technologies is critical for competitiveness.
2. Sustainability Integration: Ethical and environmental credentials must be visible, measurable, and seamlessly embedded in the customer experience.
3. Value-Quality Balance: Maintaining the perception of affordable quality is central to navigating inflationary pressures.
4. Demographic Renewal: Attracting younger, digitally native consumers is essential for long-term brand vitality.
5. Omnichannel Synergy: Physical and digital assets must complement rather than compete, supporting unified journeys.
These external dynamics directly influence M&S’s innovation strategy. The next section applies the Innovation Ambition Matrix and Customer Journey Mapping frameworks to evaluate how effectively M&S is addressing these challenges through its current innovation portfolio and customer experience design.


[bookmark: _Toc2069278818]Section 3: Part 1 – Innovation Analysis
[bookmark: _Toc587209199]3.1 The Role of Innovation in M&S’s Strategy
Innovation has long been central to Marks & Spencer’s (M&S) corporate identity. Historically, M&S built its reputation on product innovation, introducing the UK’s first ready-made meals and pioneering advances in food safety and packaging. In the twenty-first century, however, innovation has expanded beyond products to include process, digital, and sustainability innovations (Tidd and Bessant, 2021).
The “Never the Same Again” programme, initiated after the COVID-19 pandemic, marks a turning point. It explicitly links digital modernisation with cultural transformation, recognising that retail innovation requires agile structures and data-driven insight rather than intuition alone (Marks & Spencer Group plc, 2024). The company’s threefold innovation focus modernising the brand, building a digital-first business, and driving sustainability demonstrates a shift from efficiency-based improvements toward strategic renewal (Hrebiniak, 2005).
Yet, as O’Reilly and Tushman (2013) argue, large, established organisations often struggle to balance exploitation (incremental improvements) with exploration (radical innovation). This “ambidexterity dilemma” is visible within M&S, where operational excellence in food coexists with slower adaptation in clothing and customer experience.

[bookmark: _Toc799642462]3.2 Applying the Innovation Ambition Matrix
The Innovation Ambition Matrix developed by Nagji and Tuff (2012) categorises innovation initiatives based on their proximity to existing markets and products:
Core innovation: incremental improvements that enhance current offerings;
Adjacent innovation: extensions into new but related markets or products;
Transformational innovation: the creation of entirely new value propositions or business models.
This framework clarifies how M&S allocates its innovation resources and highlights the balance (or imbalance) between short-term performance and long-term growth.
[bookmark: _Toc1858697880]Table 1. Innovation Ambition Matrix – Marks & Spencer
	Type of Innovation
	Focus Area
	Current Activities & Examples
	Strategic Purpose / Outcome
	Critical Assessment

	Core (≈70%)
	Product improvement; operational efficiency; loyalty optimisation
	– Continuous updates to the Remarkable Value food range.
Expansion of convenience formats and in-store digital kiosks.
Enhancement of the Sparks app with tailored vouchers and “instant rewards.”
	Strengthen customer retention, ensure competitiveness, and protect market share.
	Well-executed, with clear short-term ROI; however, largely incremental and reactive rather than transformative.

	Adjacent (≈20%)
	Channel diversification; partnership expansion; data analytics
	Partnership with Ocado Retail Ltd for online food delivery.
Introduction of third-party brands via M&S.com and the Next Total Platform.
Use of AI for stock forecasting and supply-chain optimisation.
	Expand reach, reduce reliance on physical stores, and attract younger digital audiences.
	Creates new growth avenues but still relies heavily on external partnerships; internal digital integration remains partial.

	Transformational (≈10%)
	Sustainability, circular fashion, AI-driven customer personalisation
	ReWear pre-loved clothing resale platform (launched 2023).
Plan A 2025 commitments to zero-waste operations. Early-stage trials of generative AI for design and customer insights.
	Reinvent brand positioning as an ethical, tech-enabled retailer; anticipate future consumer demands.
	Promising initiatives, but limited scale and weak cultural embedding slow transformation.




[bookmark: _Toc1473398563]3.3 Critical Evaluation
The table shows that M&S’s innovation portfolio remains heavily weighted towards core activities. This reflects the company’s cautious risk culture and focus on reliability traits typical of mature, legacy retailers (Miller and Friesen, 1980). While such stability sustains profitability, it also limits responsiveness to disruptive changes.
For instance, M&S’s strong operational innovations in food contrast with slower experimentation in clothing and digital engagement. This asymmetry aligns with Christensen et al. (2015), who note that incumbents often overinvest in sustaining innovations that serve existing customers while underinvesting in disruptive opportunities.
Moreover, the firm’s reliance on external platforms like Ocado Retail or Next for e-commerce expansion highlights a potential vulnerability: capability outsourcing. According to Teece (2018), over-dependence on partners may erode a company’s internal dynamic capabilities its ability to integrate and reconfigure resources to respond to change.
M&S therefore faces a strategic inflection point: to build a truly ambidextrous organisation, it must shift from tactical efficiency to cultural openness, experimentation, and customer-centric innovation across divisions.

[bookmark: _Toc1026378412]3.4 Customer Journey Mapping
Customer Journey Mapping (CJM) provides a lens for understanding how customers interact with M&S across different stages and channels. According to Lemon and Verhoef (2016), customer journeys encompass pre-purchase, purchase, and post purchase phases, influenced by the interplay of brand, technology, and social factors.
M&S operates a complex ecosystem that blends physical stores, online shopping, mobile apps, and loyalty programmes. While these touchpoints are robust individually, the overall experience is sometimes fragmented especially between sustainability messaging, online navigation, and after-sales support (Mintel, 2024).
[bookmark: _Toc326317115]Table 2. Current Customer Journey Map for Marks & Spencer
	Stage
	Customer Actions
	Primary Touchpoints
	Pain Points / Challenges
	Gains / Positive Experiences

	Awareness
	Encounters M&S through advertising, email campaigns, and social media.
	TV, print, paid search, Instagram, Facebook.
	Messaging perceived as “traditional”; lower appeal to Gen Z.
	Strong brand trust and heritage; clear product quality signals.

	Consideration
	Research products, checks reviews, and compares prices.
	Website, Sparks app, catalogues, in-store browsing.
	Cluttered navigation; sustainability info scattered.
	Reliable information on ingredients, fit, and value.

	Purchase
	Completes purchase online or in-store.
	Checkout systems, mobile app, loyalty integration.
	Occasional website glitches; inconsistent cross-device cart syncing.
	Click-and-collect convenience; loyalty rewards via Sparks.

	Delivery / Fulfilment
	Receives order via courier or collects in-store.
	Delivery tracking, pickup counters.
	Limited visibility of sustainability credentials in fulfilment options.
	Fast collection service; good packaging quality.

	Post-Purchase
	Engages with after-sales service and feedback surveys.
	Email follow-ups, customer service chat, returns portal.
	Returns perceived as slow; weak post-purchase engagement.
	Trustworthy refund policy; personalised discounts improve retention.




[bookmark: _Toc394556127]3.5 Analysis of Pain and Gain Points
The CJM indicates that M&S has successfully integrated convenience and reliability into its core experience but lacks emotional resonance and innovation driven differentiation. Key friction areas include:
Fragmented digital touchpoints: inconsistent mobile to desktop experiences hinders engagement continuity.
Limited personalisation: while Sparks offers loyalty rewards, it does not yet deliver real time, AI driven recommendations.
Under-communicated sustainability narrative: customers recognise M&S’s ethics but lack visibility into the tangible impact of their purchases.
These challenges align with Kaplan and Norton’s (2008) insight that without clear communication of strategic goals, employees and systems struggle to align around customer value creation. M&S’s journey requires not only technological upgrades but also cultural integration ensuring all divisions reinforce a shared purpose.

[bookmark: _Toc241407354]3.6 Summary of Key Insights
The analysis of M&S’s innovation and customer journey yields three critical conclusions:
Dominance of Core Innovation: M&S focuses on low-risk, incremental improvements. This secures stability but slows transformation.
Omnichannel but Fragmented Experience: Multiple touchpoints exist, yet the digital journey lacks fluidity and personalisation.
Opportunity for Transformational Integration: Combining sustainability transparency with digital personalisation could provide emotional differentiation and strengthen loyal

[bookmark: _Toc1484293610]Section 4: Part 2 – Proposed Digital Transformation Initiative: “M&S Personal Planet”
[bookmark: _Toc737135988]4.1 Strategic Rationale
The analysis in Section 3 revealed that while Marks & Spencer has achieved significant progress in digital capability and operational innovation, its transformational innovation capacity remains underdeveloped. The firm’s Plan A 2025 sustainability commitments and its Sparks loyalty ecosystem provide strong foundations, yet they operate largely in parallel. The proposed initiative M&S Personal Planet integrates these two strengths into a single digital platform that empowers customers to make more sustainable and personalised choices.
The rationale for this initiative draws upon the Dynamic Capabilities Framework (Teece, 2018), which emphasises an organisation’s ability to sense environmental shifts, seize emerging opportunities, and transform internal processes to sustain advantage. “M&S Personal Planet” enables all three by combining data, technology, and purpose-driven engagement to reinforce the brand’s long-standing reputation for trust and ethics.
At the same time, the proposal addresses the “implementation gap” identified by Noble (1999), ensuring that M&S’s strategic ambitions in sustainability and digitalisation translate into measurable, customer-facing outcomes.

[bookmark: _Toc1741676281]4.2 Overview of the Initiative
Marks and Spencer's Personal Planet is an integrated digital sustainability and personalisation ecosystem embedded within the existing Sparks loyalty app and website. Its core purpose is to enhance customer engagement and retention through AI-driven recommendations that align with customers’ lifestyles and environmental values.
Core Objectives:
1. Empower customers to make sustainable choices with transparent product information.
2. Leverage AI and analytics to provide hyper-personalised recommendations and offers.
3. Gamify engagement to reward and encourage responsible consumption.
4. Integrate sustainability data into the entire shopping journey, from browsing to delivery.
5. Enhance brand loyalty and differentiation by linking ethics with digital convenience.
 
[bookmark: _Toc680699268]4.3 Key Features and Components
[bookmark: _Toc1124207410]1. Sustainability Footprint Tracker
Each product will display a quantified sustainability score, measuring its carbon, water, and waste impact based on verified supply-chain data. Customers can see the cumulative footprint of their purchases in real time, receiving “green alternatives” when available.
This feature aligns with the Triple Bottom Line framework (Elkington, 1997), enabling M&S to demonstrate economic, environmental, and social value simultaneously. It also operationalises Kaplan and Norton’s (1996) Balanced Scorecard by providing measurable sustainability KPIs that can be tracked both internally and by customers.
[bookmark: _Toc712702542]2. AI-Powered Personalisation Engine
Building on the Sparks data infrastructure, the platform uses machine learning algorithms to generate personalised product recommendations based on previous purchases, browsing patterns, dietary preferences, and style choices. This mirrors best practice in Marketing 5.0 (Kotler, Kartajaya & Setiawan, 2022), where AI is leveraged to deliver human-centric, empathy-based personalisation.
For example, customers might receive an alert suggesting:
“Switch your weekly meal deal to our new low-carbon option save £2 and reduce your footprint by 1.5 kg CO₂.”
[bookmark: _Toc223408888]3. Gamified Sustainability Rewards
Customers earn extra Sparks points for actions such as purchasing low-impact products, reusing packaging, or donating pre-loved items via Re-wear. Visual dashboards show environmental progress (“You’ve saved 10 kg CO₂ this month!”).
Gamification is supported by Self-Determination Theory (Deci & Ryan, 2000), which emphasises intrinsic motivation through autonomy and competence. Encouraging sustainable behaviour through fun, measurable achievements can significantly increase engagement.
[bookmark: _Toc912768336]4. Educational and Community Features
The app integrates micro-learning modules on sustainable living for instance, “Five ways to make your wardrobe last longer.” Users can share progress or participate in community challenges, fostering collective responsibility.
This feature aligns with Vargo and Lusch’s (2004) Service Dominant Logic, positioning customers as co-creators of value rather than passive recipients.
[bookmark: _Toc492226144]5. Delivery and Logistics Integration
At checkout, customers can choose from eco-friendly delivery options such as grouped deliveries, low-emission transport, or reusable packaging. Estimated carbon savings for each option are displayed transparently. This feature reduces the “green guilt” associated with online shopping, addressing a common barrier to sustainable e-commerce (Euromonitor, 2023).

[bookmark: _Toc1096474816]4.4 Enhanced Customer Journey Map for M&S Personal Planet
The initiative redesigns the customer journey by embedding sustainability and personalisation into every interaction.
[bookmark: _Toc888340417]Table 3. Enhanced Customer Journey Map
	Stage
	Customer Actions
	Digital Enhancements & Touchpoints
	Pain Points Resolved
	New Gains / Value Creation

	Awareness
	Encounters targeted sustainability-themed ads and social content.
	AI-powered personalised marketing; influencer partnerships; AR “impact visualisations.”
	Generic, non-differentiated campaigns.
	Deeper emotional engagement; purpose-driven brand storytelling.

	Consideration
	Browses sustainable options and compares eco-scores.
	Sustainability Footprint Tracker integrated into product pages; AI recommendations.
	Incomplete sustainability data.
	Transparent comparisons and personalised eco-suggestions.

	Purchase
	Chooses products that balance value, quality, and ethics.
	Gamified rewards system; real-time sustainability feedback at checkout.
	Lack of motivation for eco-friendly behaviour.
	Instant gratification through points and recognition.

	Delivery / Fulfilment
	Selects eco-delivery or grouped dispatch.
	Delivery carbon calculator and tracking dashboard.
	Limited visibility of delivery impact.
	Sense of empowerment; tangible measurement of impact.

	Post-Purchase
	Engages with community and tracks footprint progress.
	Community feed, challenges, micro-learning modules.
	Weak post-purchase interaction.
	Ongoing engagement and emotional loyalty through shared purpose.


Source: Author’s analysis based on Lemon & Verhoef (2016); Vargo & Lusch (2004); Kotler et al. (2022).

[bookmark: _Toc1654273318]4.5 Implementation Strategy
Effective implementation requires alignment of leadership, culture, and resources addressing the barriers highlighted by Hrebiniak (2005) and Kotter (1996).
[bookmark: _Toc1356979377]Phase 1 – Preparation (0–6 months)
· Establish a cross-functional Digital Sustainability Steering Group chaired by the Chief Digital Officer.
· Conduct data integration audits to link product, supply-chain, and Sparks databases.
· Partner with accredited sustainability data providers for carbon accounting.
[bookmark: _Toc466158362]Phase 2 – Pilot Testing (6–12 months)
· Soft launch the M&S Personal Planet features for a sample of Sparks users.
· Collect user feedback on usability, accuracy, and engagement.
· Train customer-facing staff on sustainability communication and digital literacy.
[bookmark: _Toc235992003]Phase 3 – Full Rollout (12–18 months)
· National rollout across all digital platforms and key stores.
· Launch nationwide marketing campaign highlighting the initiative’s dual promise: “Better for You, Better for the Planet.”
· Integrate Balanced Scorecard metrics into regular performance reviews.
[bookmark: _Toc1099194271]Organisational Enablers:
Leadership Commitment: Senior executives must visibly champion the initiative to reinforce credibility (Kaplan & Norton, 2008).
Change Management: Communicate the initiative’s purpose across departments, linking sustainability goals with employee incentives (Kotter, 1996).
Capability Building: Train data scientists, app developers, and customer service teams to sustain innovation internally rather than relying on external vendors.

[bookmark: _Toc1468600554]4.6 Expected Organisational Impact
[bookmark: _Toc1418953994]Strategic Benefits
	Dimension
	Expected Impact
	Supporting Theory / Source

	Customer Loyalty & Retention
	Increased engagement through gamified, ethical consumption.
	Lemon & Verhoef (2016) – experience integration drives loyalty.

	Revenue Growth
	Incremental sales from personalised recommendations and repeat purchases.
	Kotler et al. (2022) – AI personalisation enhances conversion.

	Brand Equity
	Strengthened reputation as an ethical innovator.
	Keller (2013) – brand resonance via values alignment.

	Sustainability Performance
	Reduced emissions and waste per transaction.
	Elkington (1997) – triple bottom line value.

	Employee Engagement
	Staff motivated by purpose-aligned innovation.
	Hrebiniak (2005) – alignment of vision and execution.


[bookmark: _Toc1886821929]Financial and Social Return on Investment
Preliminary projections (based on comparable digital initiatives from McKinsey, 2023) suggest that improved personalisation could yield a 10–12% uplift in digital sales, while sustainability-linked loyalty could raise retention rates by 15–20%.
Moreover, enhanced transparency will contribute to corporate reporting under ESG frameworks, improving access to green finance and investor confidence.

[bookmark: _Toc106407201]4.7 Measurement and Evaluation
To ensure accountability, performance will be monitored using an adapted Balanced Scorecard (Kaplan & Norton, 1996).
[bookmark: _Toc1868704415]Table 4. Key Performance Indicators for M&S Personal Planet
	Perspective
	KPI
	Measurement Method
	Target (12–24 months)

	Financial
	Incremental online revenue
	Monthly digital sales reports
	+10% year-on-year growth

	Customer
	Active Sparks app engagement
	User analytics
	+20% increase in active users

	Internal Process
	Cross-channel data integration
	System audit outcomes
	30% improvement in efficiency

	Learning & Growth
	Staff digital and sustainability training
	HR development metrics
	85% completion rate

	Sustainability
	Reduction in product-level CO₂ footprint
	Lifecycle analysis reports
	15% reduction per SKU


Regular reviews will ensure the initiative remains aligned with both commercial objectives and environmental commitments.

[bookmark: _Toc1695265049]4.8 Critical Evaluation and Feasibility
While M&S Personal Planet aligns with M&S’s strategic trajectory, its success depends on careful execution. Integrating data systems across food, clothing, and logistics is technically complex and requires sustained leadership commitment. Furthermore, employees must perceive the initiative not as a “tech project” but as part of the brand’s ethical DNA.
Potential risks include data privacy concerns and consumer scepticism. To mitigate these, M&S must adopt GDPR-compliant AI governance and communicate how data enhances customer benefit, not corporate surveillance. Transparency and consent will be essential to maintaining trust.
Culturally, this initiative demands that M&S embrace organisational learning encouraging experimentation, celebrating small wins, and embedding sustainability metrics into everyday decision-making (Beer & Nohria, 2000). With these conditions met, M&S Personal Planet could transform M&S from a traditional retailer into a digitally intelligent, sustainability-driven ecosystem fulfilling both commercial and societal expectations.


[bookmark: _Toc938176538]Section 5: Conclusion
Marks & Spencer occupies a distinctive place in UK retail, balancing its heritage identity with the need to evolve in response to changing customer expectations, digital disruption, and rising sustainability demands. Using the Innovation Ambition Matrix, the analysis shows that M&S focuses mainly on core and adjacent innovation. This approach has supported steady progress, especially in the food division, but has slowed the development of bold, market-shaping ideas. In a retail landscape defined by fast-moving, data-driven competitors, this incremental strategy risks holding the company back.
Customer Journey Mapping reveals similar tension. While M&S delivers quality and convenience, its digital experience remains fragmented, offering inconsistent personalisation and uneven sustainability communication. These gaps highlight the growing importance of seamless and emotionally engaging customer experiences.
To address this, the proposed M&S Personal Planet initiative combines AI-powered personalisation with transparent sustainability insights and integrates tightly with the Sparks loyalty ecosystem. This aligns with dynamic capabilities thinking, enabling M&S to sense new opportunities, act on them, and reshape internal processes. It also reflects service-dominant logic by involving customers in co-creating sustainable value and supports triple bottom line performance. A Balanced Scorecard provides a structured way to measure its impact.
Successful execution, however, depends on leadership alignment, cultural engagement, and stronger cross-functional collaboration. The M&S case ultimately highlights the persistent implementation gap in strategic management. By committing to both innovation and cultural change, Personal Planet could help M&S modernise its brand, enhance customer value, and redefine what quality means for the future.
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